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Aspiring and Inquiring Minds 
Want to Know: 
How to Incorporate Lean Methodologies 
Into Orientation Programs to Meet 
Organizational and Learner Needs 
Jill Hinnershitz, MSN, RN- BC & 
Tiffany Epting, MSN, RN-BC
• 5 Campuses
• 1 Children’s Hospital
• 140+ Physician Practices
• 17 Community Clinics
• 13 Health Centers
• 11 ExpressCARE Locations
• 80 Testing and Imaging Locations
• 13,100 Employees
• 1,340 Physicians
• 582 Advanced Practice Clinicians
• 3,700 Registered Nurses
• 60,585 Admissions
• 208,700 ED visits
• 1,161 Acute Care Beds

Objectives
▪ Explain Lean methodologies, why and how 
they are commonly utilized within Healthcare.
▪ Describe the process of incorporating Lean 
methodologies within the redesign of an 
orientation curriculum.
▪ Evaluate the implementation of an orientation 




1. Shoulder to shoulder
2. Music starts:  Pick up a ball one at a time 
and pass through the team
• Must have air time 
• Must be touched by both hands
• Can not touch the ground
3. Music stops:  Stop passing
4. Number of balls in the box?
Round One
▪ Your team is tasked with getting as many 
ping pong balls as possible from one box 
to the other in 30 seconds.
Round Two
▪ Your team has undergone restructuring.  
You have the same amount of ping pong 
balls to get from one box to the other, in 
the same amount of time, following the 
same standards, but you lost 6 team 
members.
Round Three
▪ Your team has again undergone change. 
You now have the same amount of ping 
pong balls to get from one box to the other, 
in the same amount of time, following the 







▪ When you hear a Lean lingo term you have 
on the card, mark it off
▪ Shout out “BINGO” when you get a straight 
line, diagonal line or four corners
▪ Win a prize!
What is Lean? 
▪ Create value
▪ Improve efficiency
▪ Minimize waste (Muda)
▪ Environment of Excellence (Standards)
Standard Work
▪ Current Process
▪ Forms a baseline
▪ Reduces Variability
▪ Improvement Maintenance 
How Does Lean Work?
▪ Plan:  Vision
▪ Do:  Awareness
▪ Check:  Metrics
▪ Act:  Implementation
▪ Evaluate:  Ongoing
A3 Problem Solving
▪ What is an A3
• Structured problem solving
• International size piece of paper 
– 11 X 17 inches
• Captures organizational issues 
• Enables consistency
• Provides guidance 
• Clarifies responsibility
Lean at Lehigh Valley Health Network
▪ Value stream in peri-operative services
▪ Finance revenue cycle process improvement
▪ Emergency Department (ED) Rapid 
Assessment Unit to reduce ED wait times




• Clinical services orientation
• Nursing orientation 









▪ Follow up 
Title/Owner
▪ Title
• Administrative Partner Orientation Redesign
▪ Owners
• Tiffany Epting and Jill Hinnershitz
▪ Multidisciplinary team 
• Director
• Manager
• Clinical education coordinator
• Administrative partners 
Background/Reason for action
▪ 2013 Reduction of department staff
▪ Completing priorities
• Redesign placed on hold multiple times
▪ Business Case
• Redesign process aligns with network goals
• Reduce the total amount of orientation
• Less time in classroom
• More time in clinical 
Current Conditions
▪ Total of 9 workshop/classroom days
• 6 AP workshops
• 3 multidisciplinary general orientation days
▪ Class days extend into week 4
▪ 6 weeks total orientation
▪ Non value added information
Goals/Targets/Outcomes
▪ Target state – 38 Days
▪ Develop an effective and efficient plan
▪ Identify necessary/required skills
▪ Implement new curriculum date
• Began planning mid September 2013
• Go live date scheduled for October 21, 2013
Analysis/Gaps
▪ AP role applicants
• Requirements for AP applicants
▪ Non value added information
• Current education not relevant to role
▪ Workshops
• Identified need for additional clinical time
• 9 workshops to 6 workshops
– 3 days multidisciplinary general orientation
– 3 AP specific workshops
▪ Incorporate subject matter experts
• Clinical administrative partners teaching learners
Proposed countermeasure/Plan





▪ Orientation time decreased 
• 5 Weeks
• Class days completed in week 3
▪ Obtain leadership approval
• Propose redesign plan
▪ Implement curriculum








• 1 month after orientation completed
Completed A3
Evaluation
▪ Electronic evaluation 
• Link sent in email to learner
• Pre implementation 
– 1 evaluation for all 6 workshop days
• Post implementation
– Evaluation for each workshop day (3) 
Evaluation Content





I will be able to apply what 





This activity will improve my job 







• Most of the activities did not match up to what I 
was learning on my unit. 
• I wish the course gave a view into the 
everyday activities in detail.
• Too much time in class focused on downtime 
and hand transcription of orders. 
• Classes could have been cut back by 2 weeks. 
Post-Implementation
▪ Learner comments
• I will feel more confident and have useful 
knowledge that I can use during my shifts.
• Everything will be very helpful in my new 
chapter as an AP.
• Over all the whole course was very helpful 
because it showed me step by step on what 
to do when I was out on my unit.
Unit Educator Evaluation
▪ The AP was appropriately prepared to complete 
tasks within their scope at the completion 
orientation.
▪ The AP displayed confidence and accuracy in 
assigned tasks.
Mentoring/Coaching
▪ Subject mater experts
• Evaluation results
– Learner comments: 
– The fact that an AP was here to actually show us step 
by step how to navigate through some of the 
applications.
– All instructors were prepared to teach their subject 
matter and easy to listen to.
• Change in content
• Confidence
The Lean journey continues…
▪ LVHN inpatient Epic – August 2015
• AP responsibilities changed
• AP epic education
• April 2016






– Redesign- Go live May 16, 2016
Additional A3’s completed 
▪ Clinical Services Orientation
• Navigations 
▪ Nursing Orientation Curriculum 
• Newly licensed RN’s 
• Experienced RN’s new to LVHN
▪ Critical Care Orientation Curriculum
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